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PREFACE 


This paper is an outgrowth of a stimulating course in 
Human Relations in the Navy Graduate Financial Management Program 
at The George Washington University. Through this I became 
poignantly interested in the subject of people, their needs, 
desires, emotions and basic drives. I rediscovered the need to 
work with, instead of egainst, human nature and the need for 
treating every individual as a human being. What I have learned 
I am attempting to pass on to others. 

An indebtedness to a man who has contributed to one's 
education camnot be fully perceived. My special debt is to Dr. 
A. Rex Johnson, Director of the Navy Gradvate Financial Manage- 
ment Program at The George Washington University. 

I am especially grateful to Miss Helen McNulta, 
Assistant to the Director of the Navy Graduate Financial 
Management Program, who gave unselfishly of her time, and 
whose many suggestions greatly improved this paper. 

Finally, I express my appreciation to my wife, Pat, 
who hed a share in this effort. For her patience, endurance, 
willingness to work, and in the process practiced some good 


human relations, I dedicate this paper. 
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INTRODUCTION 


The Navy of today is a maze of electronics and nucleonics, 
supersonic aircraft, underwater missile launching submarines and most 
important, human beings. The Navy, ite sister services, and industry 
are passing through a technological revolution never before evidenced 
by man. Within the last few years atomic powered submarines have 
become the nucleus of the Navy's arsenal; auclear powered submarines 
have remained submerged for periods of at least 60 days, they have 
circled the globe without refueling and have traversed previously 
unperturbed waters en route to the North Pole. More recently the 
Navy and its sister services have been called upon to provide the 
personnel to man this country's vehicles in the exploration of outer 
space. In the next decade, the Navy as we know it today may cease to 
be. With each passing year, the advent of new scientific discoveries 
will bring an even greater complexity into the Navy's weapon systems, 
particularly manned space craft. There is one element in future armament 
and automation, that transcends all others, and that is the humen element. 
No matter where the battleground or the weapons employed thereon, man 
will be the most vital factor and on him will depend the future. If 
man is to retain his dignity vis-a-vis the machine, then it is paramount 
that leaders focus attention on that which leads to the preservation of 
that dignity, the science of human relations. 

It is the intent of this paper to examine a few areas of human 


relations in which the Navy leader is most active. These areas are 
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communications, motivation, the work group, and discipline. It is 
within these areas where many Navy leaders are failing, and it is 
the purpose of this paper to provide a few insights which should help 
those leaders. 
The Navy is no laggard in the field of human relations. Many 
research projects in this area have had Navy sponsorship. However, 
it is apparent in this period of technological evolution renewed 
efforts and more vigorous attempts mist be made by leaders to apply 
what has been learned. 
That a rigorous effort must be made and that leadership is 
failing is attested by the following facts: 
(1) It is estimated that there are approximately 
92,000 non- judicial punishments and 48,000 or 
more courts-martial annually, at this time. 
(2) About 69,000 men per year are awarded some 
disciplinary action - many are 2nd er 3rd time 
offenders. 
(3) Unauthorized absence occurs at a rate of about 
80,000 per year, or 6,600 per month, ranging 
from a few hours to more than 30 days. Some 
4,000 are determined deserters. ! 
These are a few statistics which point to flagging leadership. 
If leaders are to correct these problems, they must understand something 


of the background of their men. The majority who come from excellent 


homes, have had a good education, belong to a church, and generally have 





1 
Department of the Navy, Bureau of Naval Personnel, Effective 
Naval Leadership, A Message to Commanding Officers from the Chief of 
Naval Personnel (Washington: U.S. Government Printing Office, 1958) 
pp. 6 - ll. 
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3 
been under good influences prior to coming into the Navy. But une 
fortunately, practically all of our young people today are exposed 
to a number of highly unsavory influences in our society. 

The nation's crime rate continues to rise. In 1957, teenagers, 
aged 17 and under, have been arrested for 42.2% of the major crimes. 

It has been estimated that up to 20% of all youngsters will have been 
arrested by the time they reach military =." 

These foregoing statistics are directly pertinent to the Navy 
leader of today and of the future. The leader must prepare to meet 
the challenge. 

There is no attempt here to condemn Navy leadership; the purpose 
is to point out the need for some changes in previous concepts of leader- 
ship and a greater need for an understanding of the individual. 

Whether Navy leaders like it or not, the unsavory influences 
and backgrounds of today's recruit is not apt to change in the near 
future. Leaders will come face to face with these problems, and since 
manpower is our most precious resource, they must be prepared to cope 
with human problems. It is my opinion that the majority of Navy leaders 
are either not now prepared or are failing to act in this area. No 
one can avoid his share of the burden for better leadership and under- 
standing of the individual. The Navy must remain strong, and strength 
comes from many sources, most of all, from man himself. If we can add 
strength to man thru human dignity and respect, the Navy will gain 
strength. Better human relations provide the key to human dignity 
and respect and this paper will attempt to show the leader how he should 
mold the key. 





5 Ibid. 
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CHAPTER i 


HUMAN RELATIONS: APPLICATION TO LEADERSHIP 





Ruman relations, like many words, means different things to 
different people. To some, human relations is that body of knowledge 
and facts which deals with human beings in the work place. It 
encompasses such concepts as motivation, commnication, needs, 
environment, self actualization and cooperation in relationship to 
achieving the organizations goals or objectives. 

Human relations is frequently called a science and this it 
may be in that it deals with a branch of knowledge. However, it is 
mot a science in the common sense, that is it is not in the category 
of physics or chemistry. 

A better known idea of human relations is the art of getting 
work done through people by making them happy. This concept also 
includes the idea that the boss is en intimate friend of his workers, 
and that everybody belongs to one big happy family. 

Still another definition is the idea that human relations is 
the ability to get along with people and the handling of people with 
umMerstanding and respect which of course leads to harmony within 
the group. 

Finally, though very broad, the following definition by Dr. 
Tannenbaum contains many ideas which Navy leaders should add to their 


repertoire of leadership principles and practices: 
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Human relations {is an ethical system emphasizing 
the positive good that may result from the right kind 
of interrelationships among people. It is a spirit of 
cooperation and understandiag among individuals and 
groups eat all levels of the organization; the attitude 
of one human being toward another; the dignity, the 
sense of satisfaction, the feeling of security, or the 
lack of it that individuals have in an organization; 
how well people get along with one another, showing 
ethical regard for each other; liking and disliking; 
considerate behavior; good manners; decencies of re~ 
lationship in this usage, human relations ig both a 
guide for behavior and a desirable end to be sought. 


Dr. Tannenbaum's approach to human relations is not the back 
slapping, always smiling, jocular manner; rather he means treating 
people as human persons and recognizing their inherent worth and 
dignity. In other words, we should take a sincere interest in our 
fellow man and in our relations with him. If Naval leaders will 
study such concepts and make an effort to understand and apply then, 


they will note a big change in the attitudes of subordinates. 


A R Ons: e Ne 

The naval leader, to be effective, mst comprehend and cope 
with many administrative, operational and technological fields of 
endeavor. He is a lawyer, electronic technician, a navigatcr, an 
engineer, a commmicator and a missile expert, but above all, he 
should always be a leader. As a leader, his problems will be mostly 
human problems. Therefore, he mest be able to deal with interpersonal 
and intrapersonal phenomena of his group and this can best be accomplished 


with an understanding of human relations. The productivity, morale, 





1 


wig te Ve ony Irving R. Weschler and Fred Massarik, 
b gd Orga: A _Behayioral Science Approgch (New York, 
Saoents, oodieth: McGraw-Hill Book Company, Inc., 1961) pp. 7-8. 
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6 
esprit de corps,ctcetera, will depend upon how well the leader does his 


job. 
This may sound similar to some old platitudes, but according to a 
member of the National Research Council ... 
the utilization of the results derived from 
scientific studies of the human factor ... was frequently 
followed by an increase in personnel efficiency of from 
15 percent. This was true in voice commnication, ia 


code training, in reading gun sights, and in the firing 
of flexible guns on B-29's,2 


If this is an indication of what good human relations practices can 
achieve, then it is obviously a tool which the naval officer mst not 
overlook. 

Further to point up the need for better human relations, the follow- 
ing seems appropriate: 

At the present time industry is becoming keenly 
aware of the importance of employee morale. Management 
willingly concedes that the state of employee morale 
affects production, labor turnover, absenteeism, and 
public relations, all of which can be translated into 
dollars and cents. However, the impetus for improving 


morale comes primarily from desire to increase igb 
satisfaction and day to day human relationships. 


Scientific research studies contain a plethora of data which bear 
out the fact that where companies have implemented principles of human 
relations, production has invariably increased. This is important -- 
the primary interest of every company is production, particularly if they 


initiate a change. 





2 John V. Noel, Jr. (Captain, USN) Division Officers Guide (Annapolis, 
Md.; U.S. Naval Institute, 1960) pp. 243-244. 


3 Norman R. F. Maier, Principles of Human Relations (New York: John 
Wiley and Sons, Inc.) p. l. 
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7 
Navy leaders must not fear cooptation. 

Cooptation is the process of ebsorbing new 
elements into the leadership or policy determining 
structure of an organizetion as a means of zBvert- 
ing threats to its stability or existence. 


Obviously there are people who will resiat change; this is the 
nature of man. Wichin the naval leadership program, there has been no 
dearth of attention to the fact that pat answers which worked ten years 
ago, or even yesterday, may not be good today,but many leaders refuse 
to change. 

Gone are the days when the cat-o'-nine-tails and keel hauling 
were modes of punishment. These practices are now considezed inhuman, 
but how about malpractices such as forcing a new recruit to sleep with 
his rifle, acte of peraonal humiliation, hazing, and the technique of 
letting the Chief Boatawaine teach the recruit proper discipilne via 
a few cuffs on the ear in the boatswaine locker. Are not these archaic? 
Yet, there area those who still advocate such practices which tend to 
undermine the stability and existence of Navy leadership. For examle, 
the following quotes from aa article by Lieuteaant Commander Howard R. 
Lund, USN, and Major Winston D. Chapman, USMC, in the December 1960 
issue of the United States Naval Institute Proceedings are along the 
old lines; 

Though the Democratic mind finds it difficult 


to accept this, maintenaaucea of mi jitary diaciplina 
demands a moratorium on equality. 





4 Philip Selznick, “Strengthening Leadership-Cooptation," 
Human Relations and Administration, second edition, ed. Robert Durbin 
(New Jersey: Prentice-Hall, Inc. 1961) p. 360. 


SHoward R. Lund, Ledr. USN and Winston D. on a Major, ene, 
"Sheepe in Wolf's Clothing", United States i) 2: 3 ¢ 
(Annapolis, Md., December, 1960) .. 68. 
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Any Commander is reluctant to blemish a service 
record for an offense which would be most appropriately 
punished by a “size twelve in the pants,” and yet if 
it is te be punished at al], it must be done in the 
formal, prescribed manner. 


In building military teamwork, the first step to be 


accomplished, as all mist agree, is suppression of 
individuality. 


ee@t@evneaeesoasee eevee ee tse eaoesopeseoeanespoeaeecaegcescaseseaneseseeae eee eee 


Unlike industry, we cannot fire the slob and detractor, 
nor can we take away his rank and position without 
documentary evidence. 


e@set@oeooaeaeee@eoeaeteteoeeeoe eee eoeoees sceoovoevoets GCoeeseeeoetsaeseeoseeoe 8088 8 


"Mass punishment" is now a despicable crime against 
military men. 
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Gone is the tough sergeant, the hard bitten petty 
officer whose displeasure once meant a day in the 
head with a toothbrush or ten laps around the drill 
field with a sand filled pack and rifle at high port. 

No attempt will be made to contend all the points in the Lund 
and Chapman article, but since their ideas epitomize much that is anti 
human relations, a couple of the foregoing quotes warrant discussion. 

The education processes of this country have narrowed the gap 
between the officers and the enlisted men. Men are eware of their 
basic rights and believe that all men are created equal. <Any attempt 


by leaders to place a moratorium on equality would result in what 


smacked of sutiny. 
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The authors estate "In building military teamwork, the first 

step to be accomlished, as all mst agree, is suppression of indi- 
viduality."’ Behavioral scientists tell us that in job placement 
the individual's ability is of prime importance. The Navy adheres 
to this concept, "fit the man to the job," also "know your men’. 
These ideas seem to point out one fact. Leaders mest account for 
individualism, for indeed, all of nature is heterogeneous. The snow 
flakes which fall, the stars in the sky, and man himself, as Dr. A. 
Rex Johnson the director of this thesis points out, is different 
from day to day. To endeavor to suppress individualism and self 
expression is impossible. 

Lund and Chapman refer to someone, presumedly subordinates, 
as a slob and a detractor. Webster defines a slob as (1) mud or ooze ... 
(2) slang ~ a stupid, clumsy or slovenly person; a detractor is defined 
as - to take away a part, as from quelity, value, ... 

Behavioral ecientists, as a result of mich research, have 
learned that if you treat a person as a so-called slob, he will tend 
to react like a slob; if you treat a person like a robot, he will react 
like a robot. There is a bit of irony here, for both Lund and Chapman 
are crying for better leadership tools, and if they have attempted to 
employ some of the diabolical practices which they advocate, it ie no 
wonder they feel a sense of frustration. 

Discipline is of vital importance -- it mist be positive, 
fair and humane. Military leadership of necessity must also be authori- 


tarian. There is no contradiction here. An authoritative leader doesn't of 
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necessity resort to abuse, threats, or brutality, proscribed by) 
democratic principles, in order to get the job done. If subordinates 
have respect for the leader, their loyalty and integrity will be 
sufficient motivation to obey orders. 

The leader must make an effort to understand the man, his 
attitude and his behavior. 

To deal with a man without account of his pride, 
inertia, self respect, fears, stupidities, loyalty, 


and personality is to deal with a slot machine, not a 
man. 


Human Relations: Fear 
In practicing human relations some people see only the 


possibility of gains in terms of production or their ability to 
manipulate their fellow man. Other people fear the possibility that 
they themselves are being manipulated. 

Then there are those leaders who wish to practice human relations 
but fear the workers will take advantage of them and consider them 
"soft" or perhaps fear that it is an insidious attempt by the leader 
to extract more work from them for the companies’ benefit. 

With reference to the fear of manipulation, subordinates are 
becoming increasingly better educated and therefore lend themselves 
less and less to sub-roaa practices. Leaders who resort to “manipulation” 
ate heading for disaster. People are hard to fool ~~ increasingly so. 

There are those leaders who fear that appeals to the emotions 
are undignified and behind the times. Great men have appealed to human 


emotions in times of stress with surprising success. 


6 Calvin C. Thomason and Frank C. Clement, Human Relations in 


Action (New York: Prentice Hall, 1954) p. 3. 
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11 
There is no foundation for fear. Leaders and subordinates 
should realize that human relations is not a new leadership tool, 
something that has recently been devised to whip mankind into action, 
but it is a product of the experienced and mature mind. 
A mature person is not one who has built up eae 
certain quota of human relationships -- family, friends, 
acquaintances, fellow workers -- and is ready to call 
a halt, diemissing the rest of the human race as unin- 
portant, but a person who has learned to operate well 
in a human environment so that he continues both to 
add new people to those whom he cares about and to 
discover new bases of fellowship with those already 
familiar .? 
Human relations does not undermine the leader or subordinate. 
It increases the effectiveness of the commend and provides the foundation 


for mutual respect and understanding in all facets of such a comand. 
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H. A. Overstreet, The Mature Mind, (New York: Norton and Company, 
Inc. 1949) p. 43. 
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CHAPTER II 
COMMUNICATIONS 

The world is surrounded by a sea of words. They motivate every 
act of daily life -- thinking, recreation, contacts with families and 
friends. They are so natural to our surroundings that we scarcely ever 
give them a thought unless they are new or foreign to our own vocabulary. 
But in this close association with them we fail sometimes to realize 
their importance to us in our daily lives, as well as to civilization 
and economic well-being. Imagine, if you can, a United Nations without 


the millions of words that flow across the desks of the leaders and 


| delegates! Or come closer to our personal, daily living and consider 


the words that fall upon our ears from all sources, television, radio, 
conversation, schools, people. 

Business, politics, international organizations, all have their 
own sets of words, peculiar to their particular interests. Communication, 
through words, is the important separation of man from beast. Without 
words man would be reduced to the status of an animal, relying on hand 
signals, or even more archaic methods of comaunication. 

The intricate complexities of our civilization and of our Navy 
make it imperative that some of the barriers to communications be removed 
so that clearer messages and ideas can pervade the scene. Much has been 
written concerning communication. Groups, such as semantics, linguistics, 
behavioral scientists and lately, the cyberneticians, have been prolific 
writers in the field of communications and have endeavored to point out 


some of the problems involved in present day commnications. 
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Word Meaning 

Perhaps one of man's greatest problem in communications is the 
mesning of words, not necessarily a vocabulary meaning, but the fact that 
many words mean different things to people they are addressed to. There 
are at least two kinds of words, with two kinds of meaning. The semantists 
refer to these meanings as extensional and intensional. The extensional 
meaning of a word poses fewer problems for man, since they refer to events 
or objects which are readily recognized. Car, chair, book, end table are 
good examples of extensional words. 

The intensional meaning of a word has many connotations and is 
the enigma of mankind. Words such as beauty, normal, or wonderful, have 
different connotations for different people. These intensional meanings 
cause barriers to commmications and nightmares to leaders for it is in 
this area the receiver associates words with his own feelings and interpre- 
tations. When using intensional meaning of words, it is very easy for the 
receiver to place them out of context. 

Language serves @ man not only to express something 
but also to express himself, every executive should 
realize and explicitly take into account ... Words refer 
not only to things happening outside our skins, but also 
to our attitudes, feelings, and sentiments toward these 
objects and events. This means that many statements are 
expressed which have little or no meaning apart from 
the personal situation of the person who makes then. 
This not only makes interpretation of what people say 
difficult, but it also makes it imperative to do a 
skillful job, because if we refer words to a wrong 


context we are, likely to misunderstand what a person 
ig telling us. 





1 Pritz J. Roethlisberger ''The Executives Environment is Verbal" 
Human Relations in Administration ed. Robert Durbin (Englewood Cliffe, 
N.J.: Prentice-Hall, Inc. 1961) pp. 310 - 311. 
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This would seem to be a matter of great importence to all commni-~ 
cators end commnicatees. Generally when one speaks, the words reflect 
the communicator's attitude, feelings and sentiments which are a product 
of his cultural, social and intellectual environment and therefore carry 
a different meaning to the commmnicatee who may be from a different 
environment. There begins conflict and misunderstanding. This is only 
one of the problems confronting the leader, 

Ie is important that the leader recognizes that commnication 
figures in all problems of human relations. Wherever there is conflict 


of misunderstanding, men usually have failed to commnicate. 





Communications both up and down the chain of command breed many 
problems which present difficulties to good human relations. 

Communications play such an important role in our contact with 
people that it is psramount for good human relations. Many of the 
principles of human relations have been discussed throughout this paper, 
but they can all be cast adrift 1f the commmication system fails to 
perform ite function. Most Navy leaders devote mich energy to seeing 
that the so called "word" (generally orders and directions) is passed 
down, but the lack of communication up the chain of command seems to be 
an accepted condition for many of these leaders. Few, if any Navy 
comuands or their leaders have a policy of upward communication. In 
fact, such a policy is almost nonexistent. Unfortunately most leaders 
consider commnications as a one way street and see no accruing values 


to letting subordinates express their opinions. They fail to understand 
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15 
that: 


There are many values, however, that accrue to 
these managers who listen willingly, who urge their sub- 
ordinates to talk freely and honestly. Upward communication 


reyeals to them the degree to which ideas passed dewn are 
accepted. In addition, it stimulates employees to participate 


in the operation of their department or unit and, therefore, 
encourages them to defend the decisions and support the 
policies cooperatively developed by management. The op- 
portunity for upward communication also encourages employees 
to contribute valuable ideas for improving depertmental or 
company efficiency. Finally, it is through upward com- 
munication that executives and supervisors learn to grace 
the many explosive eituations which arise daily .... 
(Underscoring added7 

It seems obvious that if communications are not received up the 
line it is impossible to determine if communications are received down 
the line. How does a communicator know that his message has been received? 
Generally by action or reaction from the coummnicatee; what he does or says. 
The surprise may come to the communicator when his expected responses are 
not forthcoming. 

Another problem is a lack of understanding rather than a lack 
of information. Generally when leaders ask that something be done and 
the reaction is different from that expected, value judgment is injected 
by the leader, usually in a deprecative manner. In other words, the job 
wasn't done as the leader visualized it should have been done, therefore 
he is often critical. It is easy to confuse whet one sees with what one 
feels. However, if a means of upward communications is provided, the 


leader will generally know in advance that action to be taken is contrary 


to his desire and can avert trouble and unpleasant human relation problens. 


' Rarl G. Plantz and William Machaver "Stimulating Upward Communication" 
Effective Commnication on the Job, ed. M. Joseph Dooher and Vivienne Marquis 
(New York: American Management Association, 1956). pp. 134 - 135. 








— 
Pm — 















ee eo ee eee 10 
at Ahh SUN HEAL i) eam eH GS KUkiemee este see OD 
ieee eee ee 
Cem lig id =< cites ey eee | 









| a ef 

dal 6 eke WEE eillinesvvecm fe tel iad dietewey evanens ] t 
Gea all pd gil het cite eves! vale ilseee tLe * | 
a AF Sm NY mie Hy oat NN 6 was 
ol Sed, ete pasrbes AP ed ee 
erokimen+ nd cms ems Ame 5) how timmy uae “=e 
vee fhe YE end See dee omsace ies eke Os SP EH mic 4 
HB alirsiil attihicteme Somme algniine't: igo’ 0 


} errs SL Ce oS Sh hells mt eoeediy ok pat vallageny Ire m 
















lon sis 





ees GLa Tee ee few td ca - 


ioe ee 





16 

One other of the foregoing quoted advantages seems germane. 
Nothing can contribute to a subordinate‘'s motivation like participation 
in company decisions. Participation gives him a sense of belonging 
ang he feels that he is making a contribution to increasing the 
efficiency of his department. However, ha can submit hie ideas upward 
only if he is encouraged. Many Navy leaders overlook this rich resource 
of ideas. There is some truth in the old cliche, "Two heads are better 
than one". Some leaders could profit by heeding to this trite old 
saying. 

Leaders should be aware that even though they provide for the 
upward flow of information, it won't be forthcoming unless there is some 
rapport between himself and the group. If the leader is a Captain Queeg 
type, he is going to get only that information which will keep him 
happy, a good percentage of which is "gundecked". (falsified). On 
occasions I have had a superior tell me, “If we turn that report over 
to the boss he will go thru the overhead". Consequently, the boss 
never gets the facts. The next query, couldn’t you turn it over to the 
boss, his door is always open? That's a good query, but let's explode 
the myth of the “open door” policy. 

I have been exposed to this policy on several occasions, 
and only once have I seen it work. If the leader has his eye on the 
number in the blue book, or is a Captain Queeg, and worries about all 
group infractions reflecting on his record, he doesn't want the truth. 


As Pfiffner points out, “much of the difficulty in commmnications srises 
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17 
from the fact that people either do not want to tell the complete truth 
or else do not want to hear it” — 

P£iffner further explodes the myth of the “open door” policy 

by pointing out that certain human obstacles prevent ite practice. 

(1) The natural apprehension of authority that inhibits 
many people from expressing even harmleas ideas in 
the presence of superiors, 

(2) the pressure of the management atmosphere that cautions 
even the bolder workers that it is hazardous to bypass 
one’s ismediate superiors, 

(3) the preoccupation of management with its own burdens 
and its resulting impatience with the seemingly petty 
complaints of individuals. 

In typical situations, anyone who had the temerity to avil 
himself of the “open door" would be branded as a groveler, troublemaker 
or malcontent. The leader should therefore recognize that the "open door" 
policy is not an effective tool of upward commmnications. This doesn't 
mean, however, it is not to be used when possible. 

There are other impediments to the upward flow of communications. 
For example, the ability of certain leaders to siphon off or smother gripes 
and other unsatisfactory information from passing up the chain of command. 
This procedure is practiced to cover ineptness. Another practice is called 
dilution or watering down. As each piece of information passes up the 
line, each leader deletes, corrects or extracts and by the time it 
reaches the boss, it is highly inaccurate. 

Failure to comwmnicate up is one side of the coin, failure 


to communicate down, the other. While lack of communications down is 


not as prevalent as the lack of commnications up, it can cause many 





John M. Pfiffner The Supervision of Personnel: Human Relations 
in the Manazement of Men (New York: Prentice - Hall, Inc. 1951) p. 160 


4 ypid., p. 153. 
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18 
problems in the area of human relations. 

Comuunication is identicai with the flow of information. There 
is general agreement that the subordinates want information concerning 
the organization for which they work; it gives them a feeling of importance 
and security, and they feel they are part of the group; they belong. There 
is aiso general agreement that where the subordinate is well informed, 
production and efficiency facrease. Though most leaders make a concerted 
effort to get the word down the line, there are certain barriers which 
inhibit its flow. 

Written communications, for exemple, are often ignored until the 
inevitable tracer ~- then hastily initialed and passed on without having 
been read. 

Then there is the leader who deliberately withholds information 
since this gives him a sense of superiority. This type of leader is also 
prone to siphon or dilute information for what he calla "the good of the 
organization”. He fails to realize that information worth holding a 
secret has means of leaking out. 

Information passed down mist be conmensurate with security 
regulations, but this it not a problem. Leaders mst pass down expected 
operations, ship movement and the organization's goals for only in this 


manner can the leader promote interest and motivation. 


Motivation 


It is not merely sufficient that commmications reach the 
worker, he must be motivated to accept and carry out action. The degree 
of motivation often depends on how much information was coumunicated to 


the workes and how interpreted by him. Fischer points out that: 
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Evidence is accunmlating that the morale of an 
organization and in large degree its productivity 
are related directly to the commmication process. 
Employees who know what is expected of them, who 
know how their work ties in with the objectives 
of the company, who learn about changes before 
they take place, will obviously work with 
heightened interest and enthusiasm. Likewise, 
their motivation is better if they feel free 

to discuss problems with their supervisor and 
contribute to decisions that affect their work. 


Too many leaders take the attitude of "what the worker doesn't 
know can't hurt," but if we are to believe the evidence, it indeed does 
hurt. 

Motivation, or interest and enthusiasm, is the result of the worker 
being aware of how his work ties in with the objectives of the company; 
many leaders fail to realize this. Without motivation, work loses its 
meaning except as a money earning gimmick; only the end product - the 
pay check seems to count. Lack of information concerning the job reduces 
the worker to a routinist or a robot with a function only of producing. 


Emile Durkheim says of this degradation: 


And truly, if he does not know whither the operations 
he performs are tending, if he relates them to no end, 
he can only continue to work through routine. Every 
day he repeats the same movements with monotonous 
regularity, but without being interested in them. 

He is no longer a living cell of a living organism 
which unceasingly vibrates with neighboring cells, which 
acts upon them, and to whose actions is no longer 
anything but an inert piece of machinery, only an 
external force set going which always moves in the 

same direction and in the same way. Surely, no matter 
how one may represent the moral ideal, one cannot 
remain indifferent to such debasemant of human nature... 





; Frank E. Fischer "A New Look at Management Communication" Readings 
in Management ed. Harold Koontz and Cyril O'Donnell (New York: McGraw - Hill 
Book Company, Inc. 1959) p. 213. 


’ Emile Durkheim “Division of Labor and Independence" Human 
Relations in Administration ed. Robert Durbin (2nd. ed; Englewood Cliffs, 
N.J.; Prentice ~ Hall, Inc. 1961) pp. 42 = 43. 
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20 
The time bas come for a new awareness of the importance of 
communications. The pendulum can swing in the opposite direction and 
it met, for man’s need of information can be fulfilled with effort on 
the leader's part. 
If the leader fails in this direction, the man will then attemt 
to fill the vold himself via the grapevine, or rumor, which is highly 


disconcerting to worker and the organization. 


The preceding discussions have been directed toward formal 
communications. OSupplemeating formal cowmmaications is the grapevine, 
or scuttlebutt, which is uniformly called informal comwmnications. 
Most leaders like to think only in terms of formal commmications and 
try to divest themselves of the informal or scuttlebutt, since this has 
overtones of being undignified. induced, few Kavy leaders ever devote 
serious consideration to informal commmications ané fail to recognise 
this is en accepted mode of communications. The predominant feeling is 
that scuttlebutt shouldn't exist within a Navy activity. Leaders, 
however, must accept the fact chat the grapevine cannot be complctely 
abolished. 

Scuttlebutt flourishes in perlods of indecision, chaos, uncertainty, 
emotional crises and when bottlenecks proscribe the functioning of formal 
commnications. Scuttlebutt is elther pro-organization or anti-organization 


depending on the behavioral attitudes of its informal ieaders. 
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21 
Scuttlebutt has a tendency to circulate among groups with a 
commnity of interest. A slight remark innocently dropped can build 
up a situation which has no basis of fact, and sometimes leads to 
disastrous results. If confronted with facts, scuttlebutt tends only 


to shift emphasis. Allport and Postman observed: 


-.+ Information and argument is seldom sufficient to 
obliterate rumors that feed upon fears and hate. When 
an anti~semite charges that the Jews are evading the 
draft and is then confronted with irrefutable facts 
proving that Jews are represented in the armed 
servicea full in proportion to their numbers in the 
general population - What does he do ~ he shifts his 
rumor (not his hostility) and now says, "yeah, but 
they hold all the cushion jobs in the Army." Since 
it is impossible to determine who had “easy" jobs 
and who had the “tough” ones in the Army, refutation 
is no Longer possible, even if it were profitable. 
It takes more than correct information and logic go 
silence the tongue of a motivated rumor spreader. 


Lf seuttlebutt becomes malicious, creating unrest and uncertainty, 
thereby impairing the stability of the organization, there are two steps 
the leader may take to combat it. First he may attempt to minimize it, 
and second, he may attempt to influence it. To minimize scuttlebutt, 
Pfiffner suggests: 


(1) Disseminate those facts that will tend to make 
rumors unnecessary. 


(2) Reduce the social distance between top management 
emi the lower supervisors to the end that com 
minication from the top down will be natural and 
spontancous rather then forced and strained. 


(3) Open the channels of communications upward so 
that the sentiments, hopes, emotions and longings 
of the little people will have a natural outlet 
rather than explode under extreme stress. 





7 
G. W. Allport and L. Postman. The Psychology of Rumor 
(New York: Henry Holt and Co., 1947) pp. 15 - 16. 
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(4) The supervisory hierarcy should try to under- 
stand the emotional elements that cause stress ... 


As a supplement to minimize malicious scuttlebutt, the leader may 
feed information into the grapevine and utilize it as a mode of cowmnication. 
This can be effective for grapevine communication is fast. Another asset, 
by keeping tuned to the grapevine, the leader can keep himself better 
informed. 

The ieader should recognize that having a grapevine within the 
activity is natural. There is a lot of truth to the old saying that 
unless there is scuttlebutt floating around, the crew isn’t happy. When 
people stop telking to each othcr, there is no rapport within the group, 


or elee the group is abnormal. 


Skills for Communicators 
Communication is the sole process through which a leader can 

function. To perform this function, it requires a sender and a receiver; 
without receivers, we truly become people shouting at one another across 
seas of misunderstanding. Ia order to improve understanding, communica- 
tions depend upon mastery of the following skills: 

(1) Clarifying the idea or problem 

(2) Getting participation in developing a solution 

to the problem 
(3) Transmitting ideas or decisions 


(4) Motivating others to take action agreed upon 
(S) Measuring the effectiveness of conmunications. 
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8 sohn M. Pfiffner, op. eit. pp. 157 - 15%. 


. Frank E. Fishcher "A New Look at Management Comuunication" 
. ed. Harold Koontz and Cyril O'Donnell, (New York: 
McGraw ~ Hill Book Company, Inc., 1959) p. 212~13. 



















* 5 moe —— a - 
ew Al a “ 
an cit Se ne , 
ee ee @ I eet 05 om 
—ie ee « cs 










— (SMe ee 
ee eee 7-1°0¢ 
oo -_ eee e— GP ee oe 
rw °° 7 nme ee 


«= 





-_ a © 6 





> —e @ ole 





ee ct ed 

| et come Dah ND Set ee) Fee °* 
Se _— ae 
CE ee | le me we ee 
ee oe - ——- ane 
















Om me a = ’ 


~ ——_ 
—.— 2 wa 7 | 4 
- 


‘oh -=— 












=_> Ga => 








23 
Implicit in the foregoing is the skill of usage of voice tone. 

The ability of the receiver to perceive the difference in the tone of the 
leader's voice will determine whether or not feelings of hostility and 
suspicion creep into the receiver's mind. Finally: 

No matter how varied the activities or how special 

some of the skills involved, in the finel analysis 

the job of every executive or supervisor is com 

minication. Essentially, he mest get work done 

through other people, and to accomplish this he 

must commnicate effectively with them. Here, 

then, is the "X factor" in the manager's job - 

the extra skill inherent in all his activities 

that means the difference between success and 

mediocrity in management. 

.o. Thus communication is the management skill 


which the supervisor or qpecutive is most frequently 
called upon to exercise. 


Listening 

In modes of communication today, very little stress has been 
placed on the art of listening, but leaders can readily recognize its 
importance. Listening plays a lead role in verbal communication which 
is the primary mode of commmicating the leader's desires to the sub- 
ordinate. Failure to receive and understand the messege commnicated 
results in inefficiency and lost time. 

The importance of listening is emphasized by Chester I. 
Barnard's acceptance theory in which he states: 
If a directive commnication is accepted by one 


to whom it is addressed, its authority for him 
is confirmed or established. It ia admitted as 





10 
Frank E. Fischer and Lydia Strong “Commnication: The 


"X Factor” in the Management Job", Effective Commnications on the Job, 
ed. M. Joseph Dooher and Vivienne Marquis (New York; American Manage- 
ment Association, 1956) p. 13. 
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the basis of action. Disobedience of such a 
communication is a denial of its authority 
for him. Therefore, under this definition 
the decision as to whether an order has au- 
thority or not lies with the persons to whom 
it is addressed, and does not reside in 
"persons of authority” or those who issue 
these orders. ! 
Barnard further points up that the necessity of the assent of 
the individual to establish authority for himself is inescapable. A 
person can and will accept a commnication as authoritative only when 
four conditions simultaneously exist. 
(1) He can and does understand the commnication. 
(2) At the time of his decision he believes that 
it is not inconsistent with the purpose of 
the organization. 
(3) At the time of his decision, he believes it 
to be compatible with his personal interest 
as a whole. 


(4) He is able mentally and physically to comply 
with it,12 


Whether one agrees or disagrees with Barnard's theory is not 
important, but it is important that the role of the receiver in a 
commnicating situation be recognized by the leaders. It seems that 
most leaders take a blase' attitude toward the receiver, usually a 
subordinate. That is, they place the burden of receipt upon the 
receiver, who in most situations doesn't "get the message." An 
extensive test conducted at one of this country's leading universi- 


ties led to the following conclusion: 





ll 


Barnard, Chester 1., The Functions of the Executive (Cambridge, 
Mase: Harvard University Press, 1938) p. 163. 


12 
Ibid. p. 165 
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25 
Immediately after the average person has 
listened to someone talk, he remembers 
only about half of what he has heard -~ 


no matter how eqretully he thought ha 
was listening. 


The primary reason for inattention is the ease with which the 
mind can be side-tracked. The average rate of speech is one hundred 
and twenty-five words per minute, while the mind is capable of handling 
four to five times that numer. To utilize the spare time, the mind 
concentrates on other ideas concomitant with listening. 

Listening is a dual responsibility, a fact that should not be 
overlooked. Listening is a facet of good leadership, for the leader 
lives on a diet of listening situations, Research indicates that 
leadera spend thirty-five to fifty percent of their time listening to 
people. The benefits to be derived from listening are: 

(i) A good listener can make better decisions 
because he has better information. 

(2) A good listener saves time because he 
learns mere within e given period of time. 

(3) Listening helps the communicator determine 


how well his message is being received. 
(4) A good listener stimulates others to better 


speaking. 14 
(5) Good listening decreases misunderstanding. 


Leaders who practice listening will find it a boon to leadership 
and human relations. Too much emphasis has been placed on the other facet 
of communication, telling, while listening has been overlooked. 








sid Ralph G. Nichols and Leonard A. Stevens, “Listening to 
People", Harvard Business Review, (September-October, 1957) p. 85. 


Keith Davie, Human Relations in Business (New York: 
MeGraw - Hill Book Company, Inc., 1957) p. 240. 
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Communications should become pluralistic. By listening, maybe we can 


break out of the “verbal cocoons” of which the semantists speak. 

Our lives would be longer and richer if we were to 
spend a greater share of them in the tranquil hush 
of thoughtful listening. We are a noisy lot; and 
of what gets said among us, far more goes unheard 
and unheeded than seems possible. We have yet to 
learn on a grand scale how to use the wonders of 

speaking and listening in ovr own best interest 


and for the good of all our fellows. It is the finest 
art still to be mastered by men. }> 


The Interview 

All matters of an interview should de held in strict confidence. 
This fact should be communicated to the person being interviewed, and 
emphasized. At the same time the leader should show real interest in the 
man, and encourage confidence. Once such confidence has been established, 
the interview may proceed in one of several directions. There is the 
indirect or the direct approach. The first, or indirect approach, would 
possibly follow in the case of minor infractions or personal situations. 
The direct approach should be used in matters involving more serious 
infractions - failure to obey an order, ctcetera. 

It would be important for the leader to investigate fully, 
reasons for the actions of the person he is interviewing, particularly 
with reference to the violations. A proper evaluation of cause and 


effect is a necessary adjunct of anyone in a leader's position. 





5 
Lydia Strong "Do You Know How to Listen?" Effective 
Communication on the Job. ed. M. Joseph Dooher and Vivienne Marquis 
(New York: American Management Association, 1956) p. 31. 
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Then, too, there is "prouotion type" of interview conducted 


for the purpose of evaluating a man's worth in his present job, the 


wisdom of promoting him in hie own department or possibly transfering 


him to some other billet where his services will be of more value. 


There are twelve good rules to follow if one wants to qualify 


as a good leader or 


(1) 
(2) 
(3) 
(4) 
(5) 
(6) 
(7) 
(8) 
(9) 
(10) 
(11) 
(12) 


executive: 


Know yourself 

Know the job 

Know the man 

Listen 

Stress acceptance 

Don’t hold back criticism 
Criticize constructively 

Observe limits 

Emphasize growth on the present job 
Know what race you want him to run 
Agree on goals 

Set up a time table!® 


A leader or executive who will keep these rulee in mind and 


follow them carefully is bound to achieve a high degree of success. 





16 ortimer R. Feinberg "Performance Appraisal and Executive 
Morale", Management Review, June, 1961, pp. 25-31. 
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CHAPTER 111 


MOTIVATION 


CONCEPTS AND NEEDS 


Most dictionaries define motivation as providing a motive 
or an inducement for initiating action. Psychologists translate 
motive or inducement into the words need or drive. It is the needs” 
which man seeks to fulfill. The needs of man may be categorized ac 
physiological and social. ‘The simplest and most primary motivations 
are generally conceived to be physiological in nature, arising from 
bodily needs. The wore complicated wotivations are of a social 
nature, developing from inter-relationships among human beings. 

i think that wost psychologists will agree that all behavior 
is motivated. as leacers, it is this aspect which is of most interest. 
Hovever, as an end result, leaders should not try to motivate behavior. 
It is known that sian worke faster if he is angry or efraid, or if he 
is subjected to other emotional pressures. The leader therefore 
should not motivate through fear or pressure, but should attempt to 
satiefy man's need, thus indirectly his behavier will be motivated. 

By satisfying man's needs leaders should expect a more stable, 
emotionally calm subordinate who is free to concentrate on the 
objectives, doing a good job, rather than worrying about other problews. 
One of the most thorough studies into the emotions or 
motives of human activity discusses three basic needs of man. These 
are: 
(1) Physical needs ~ Requirements for food, air, and 


liquids, clothing, and shelter, activity and rest, 
relaxation and play. 
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(2) Social neede - That he may have "an unassailabie 
feeling of his own value’, the individual needs 
euch possessions as affection, sense of ‘'dbelonging'’ 
in groups, feeling that he is well thought of, and 
that in essential matters he is liked by other 
human beings. 


F (3) Personal needs - (Personal recognition) ... because 
| personality development requires activity in ever 


Sphere. widening social spheres and involves a steady 


increasing number of materials, machines, and 
forces, the individual cannot fail to evaluate 
himself in terms of his effectiveness in dealing 
with social and material situations. 

The degree of applicability to the individual depends upon his 
culture or background; the needs of no two individuals are alike. The 
needs of man change as he grows from childhood to maturity and as his 
social and economic environment change. As man satisfies one need, 
emphasis is shifted to another until it is satisfied. To satisfy a 
need, man will either resort to certain behavior patterns he has used 
in the past, or he may react on an irrational or rational impulse. 
Psychologists will usually agree that the construct of a need can be 
used to account for behavior and that no two people will react in the 
@ame manner to satisfy their need. 

Psychologists also agree that what motivates one person will 
not necessarily motivate another, but the leader's job is to assure 
that man doesn't trudge a fatalistic path, unable to deviate from it. 
It becomes the leader's job to assist his fellow man in satisfying his 
needs. For the Navy leader, this is explicitly stated in U.S. Navy 
Regulations: "A division officer shall keep himself informed of the 


capabilities and needs of each of his subordinates ."~ 


at ve 





4 Calvin C. Thomason and Frank C. Clement, Human Relations in 
Action (New York: Prentice Hall, 1954,) p. 117. 


. U. S. Navy Regulations, 1948. 
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It would appear, from the three basic needs previously cited, 
that the Navy leader has a very easy job, since the Navy Department 
is active in these areas. This is a misconception. The Navy leader 
has a fertiie field and an important duty to fulfill in satisfying 
even the most common of the physical needs, i.c., food, clothing, and 
a place to live and sleep. 

With a little imagination, any officer ian the Navy can make 
a few refinements to present standards in any of the areas, if needed. 
For example, the food situation at any Navy activity is important to 
morale. Although it is the duty of the officer of the deck to check 
this daily food situation, the division officer and leading petty 
officers can make frequent checks as this will indicate to the men 
a continuing interest in their welfare. There are other occasions when 
food can be a prime factor in motivation. For instance, during the 
cold winter days, whether on watch or working, a hot cup of coffee or 
soup will do wonders for the crew'a morale. On late watches or over- 
time working conditions, the division officer and petty officars should 
insure that tae need for food is satisfied. 

Although the wea's clothing is prascribed by the Navy, 
clothing can also ba a factor in motivation. Yor instance, the leaders 
should insure that ail wen have the full prescribed cloching allowance, 
for during the rainy seasons they will need their raincoats, etcetera. 
By insuring that the divigion is up to allowance, everyone can rest 
assured thai there will be no let downs during a personal inspection 


and this will help motivates everyous to present his best appearence. 
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The officers and leading petty officers should insure that every 
man has sufficient time to acquire the necessary clothing. Once the 
clothing is purchased, then the leaders should see to it that there is 
sufficient storage space. This can be a problem, but in the majority of 
the cases it is a problem that can be resolved. 

Laundry facilities are available on most ships. The laundry 
collection and return often presents many problems. Clothing sometimes 
either fails to get to the laundry or is lost somewhere in the work process. 
This is disconcerting, but it is a problem which can be alleviated by the 
assignment of a responsible person to the job. I hate to lose clothes so 
I know the crew's feelings toward this situation. Therefore, when I 
encounter this problem, I assign one of my best men to the job. I first 
explain that I consider it to be an important task and one that I do not 
assign haphazardly or indiscriminately. This is said in all sincerity, 
first because I truly believe it, and second, because I dislike assigning 
@ good man to a menial task. However, the loss of clothing is something 
easily measured or identifiable and readily lends itself to a cause of 
discontent among the crew. By solving this problem, the men appreciate 
the interest, and immediate change in attitude is often discernable. I 
have often tried this procedure in another menial task area with great 
success, often double-barreled. This area is food preparation which 
entaile reeling spuds, etcetera. This job is too often assigned to the 
laggarde, walingerers and phlegmatics. By taking a good man, explaining 
the importance of his job to ship's morale, and to the crew's well being, 
and building a little pride into the job, a good man in most cases will 


accept the job with no qualms. The double-barrel aspect comes when the 
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cook realizes I am also trying to help him and he produces better meals. 
I am sure this can be partially attributed to the fact that the cook is 
now able to apend more time cooking with leea time devoted to supervision; 
the resvits were excellent. 

By building pride into the job, I was later able to remove the 
good men and replace them with average personnel without a noticeable 
loss in efficiency. 

Shelter, another basic need, provides an area for auch improve- 
ment. Any leader in the Navy can make a contribution in this area; a 
matter how small, it could be important. For instance, good bedding is 
an important sterting point. At one time in my career, the executive 
officer, supply officer, and myself were able to replace every wattress 
in my division, a total of about 37; the reaction was a boon to motivation. 

The division offices should conduct group discussions with hie 
men to facilitate other improvements. The stowage probiem previously 
mentioned, lighting, reading material, ventilation, movies, a lounge and 
many other facete of shipboard lifa can be improved upon by a dedicated 
division officer or petty officer. By dedicated, this includes a dedication 
to one's men. 

Physical needs are a big problen, but social and personal needs 
must also be considered. Of the social needs, group approval seems to be 
of prime importance. If a man feels that he belongs, then this need is 
partially fulfilled. If he doesn't belong, he will sometimes act different 


to draw attention te himself. 
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If there is a misfit in the group, it is the leader's responeibility 
to search for the cause. Sometimes the cause may be economic. Social 
activity is important to the individual worker; he wants to be one of the 
boys and to conform to the norms established by the group. it is the 
responsibility ef the leader to recoumend iils wen for promotion so they 
may increase their economic weil being. Promotions are a factor of 
motivation, but they should be earned, not freeiy passed out. 

In satisfying iaan's greatest personel need of self esteem, it 
is important that the leader give praise when praise is due. Tell men 
when they have done a good job. Some people are of the opinion that one 
should never be commended for dolag a job he was obligated to do; this 
is not true. Commend men for a good performance on ordinary jubs and 
it will pay off in better performance on all jobs. 

Fryer indicates that: 
The effect of positive versus negative comment 
on performance has been rather thoroughly in- 
vestigated with quite consistent results 
(Hulock, 1925; Briggs, 1925; Laird, 1925; 
Gates and Fissland, 1923; Sears, 1935). 
Public commendation, private reprimand, 
public reprimand, public ridicule, and 
public sarcasm were effective in the order 
named. Hulock's experiment included the 
finding that either commandagiqn or reproof 
was superior to being ignored. 
Avoid the technique of mopping the floor up with a man followed 


by praise, or the routine of "you are doing a good job, but," for the workers 


come to regard this as only shallow praise. 





3 
Douglas H. Fryer, Edwin R. Henry and Charles P. Sparks, 
General Psychology, (New York: Barnes and Noble, Inc., 1954), pp. 186 - 187. 
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Praise is a form of evaluation by management and gives recog- 
nition to the worker. As such, it is a prime factor in motivation. 
The following are some useful guides that a leader should consider 
prior to praising an individual: 


(1) Praise should be fitted to the individual; thus 
some knowledge of how he will react is required. 


(2) Consideration should be given to the wanner in which 
praise will affect the morale of other employees. 


(3) Oftentimes praise thet reaches an individual in a 
round~about way is very well received. 


(4) It is often effective from the standpoint of group 
morale to praise the work rather than the individual 
worker. 
(5) Praiee that is too lavish may lose its effectiveness. 
(6) Be sure that the worker who is being praised believes 
that it is deserved. He should sense the superior's 
ainceréiy and feel pac the praise is not given for 
an ulterior purpose. 
While giving praise is an excellent motivator, it has its dangers. 
It may lead to a slow down in productivity, it may be regarded by fellow 
workers as favoritism and finally, it may result in the leaders having to 
use it frequently to keep less confident people at production level. 
However, regardicss of these inherent dangers, praise should be given 
because it does fill a need, spesding up production and generating good will. 
We are consistently finding that there is a 
marked relationship between the kind of 


supervision an employee receives and both 
his productivity and satisfactions which 
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he derives from his work. When the worker 
(or any person at a level in a hierarchy) 
feels that his boss sees him only as an 
instrument of production as merely a cog 
in a machine, he ia likely to be a poor 
producer. However, when he feels that his 
boss is genuinely interested in him, his 
problems, his future, and his well being, 
he is more likely to be a higher producer. 


Some typical results are shown in Chart 1.” 


CHART i 


"Emp loyee-centered” Supervisors Are Higher Producers Than 
“Production-centered" Supervisors 


Number of First-line supervisors 





Production-centered Emp loyee-centered 
HIGH sections L  - PFRSREPERLES IESE HL OER ST 6 
LOW sections 7 3 
HIGH divisions 3 7 
LOW divisions 7 dh 





Economic Motivation 

Financial incentives exist throughout the Navy: flight pay, 
submarine pay, diving pay and proficlency pay for enlisted men. These 
financial ineeatives encourage men voluntarily to exert themselves, and 
to take on duties which are beyond normal obligation. Of course, too 
much emphasis should not be placed on financial incentives. In many 
surveys conducted, workers often placed money far down on the list, 
generally ranking it after security, social satisfaction, a sease of 


belonging, approval of others, et cetera. 








sRensis Likert “Motivation: The Core of Management", Readings 
in Management, ed. Harold Koontz and Cyril O'Donnell (New York: McGrawe 
Hiii, Inc., 1959) pp. 257 = 258. 
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Within the Navy, emphasie ie primarily on financial incentives, 
which is wrong. It does not necessarily attain the desired results and 
it breeds inequities. Proficiency, diving and submarine incentives 
should be reappraised. 

If men had a good psychological incentive these material 
incentives might not be necessary. This does not mean leaders should 


not use financial incentives such as promotions, but they must be used 


properly. 





Well informed leaders can plan their's and their subordinates' 
work. There are numerous ways of informing the Navy work groups. There 
exist such things as the chain of command which emanates from the 
executive officer, the plan of the day and the ship's intra-commnication 
system. Keeping the men ‘in the Know’ does wonders for morale and 
performance. An example: 


Book and Norvelle (1922) gave school problems to two 
matched groups, telling one group its score at the 
end of each practice period but not telling the 
other, though both groups were urged to do their 
best. The group with knowledge of results finished 
with an advantage of 16.5 per cent. Arps (1920) 
and Crowley (1926) showed that physical exhaustion 
was epparently compounded of psychological and 
psysiological factors. Subjects who had knowledge 
of the amount of “work" done on an ergograph (work- 
measuring apparatus) performed a greater agount of 
work than when they had no such knowledge. 


It is a good policy to follow the chain of command concept 


when passing out information. By defining the epan of control, it is 





6 
Douglas H. Fryer, Edwin R. Henry and Charles P. Sparks, 
General Psychology, (New York: Barnes and Noble, Inc., 1954), pp. 163 - 189. 
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37 
possible for the leader to know the people who report to him, and they 


in turn can know those who report to them. 


Provision for Motivation 


Motivation and its relationship to human relations revolve 
around the interaction between the leader and the people with whom he 
works. 

If the leader expects good performance from the work group, he 
mist get them interested or enthused in the job. This enthusiasm is 
sparked if the leader can transmit his own enthusiasm and motivation to 
the work group. Motivation of this nature is an art which is easily 
learned and easily applied. 

Enthusiasm and motivation are enhanced if the leader considers 
aman's aptitude for the task and his ability to adapt to the situation. 
Thoughtlessness may lead to failure which breeds i11 will and destroys 
pride, even if failure was forced on the man. 

Motivation may be provided by appealing to man's ego. Every 
man feels he is superior in some way; this is a source of pride. Leaders 
should cater to this pride rather than concentrate on destroying it. 

"Fit the man to the job”, is an old maxim, but it is good 
common sense. Leaders should consider intelligence and experience prior 
to assignment. Never reduce an intelligent man to inactivity; allow him 
to work in his field, for practical experience and knowledge are the 
keynotes to confidence and motivation. Man can perform better if he is 
“at home” with his work; the talent he brings inte the organization 


must be used to the utmost. 
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Awether factor in motivation is individual energy output. Some 
pewpie ave enervated by niddsy while others are indefatigabie. Keep the 
high exergy person buay, don't beat him dowa. Inactivity leads te boreion, 
discontent ang ether prodlems. 

The leader is often confronted with emotional problems; everyone 
has his unique breaking point, frustrations and conflicts. Frustretion 
evolves when the task assigned ig beyoad the mental or physical capability 
ef the worker, or when he doesn’t waderstanl the need for daing a fob. 

The xreceat immger etrike and protest march of a National Guard unit is 
arn excellent examle. Here, leadera and entipathy for the task fostered 
zero motivation. 

Life is filled with conflicts; where two things are wanted, if 
you have one, you can’t have the other. Most Havy men are capable of 
resolving their conflicts but those men who appear lethargic or as 
malingerers, under closer observation, probably area caught up in a highly 
charged unreselved conflict, In thig situation, @ fow words of advice, 

@ willingness to listen or ether jesturas, may be sufficient to avert the 
incorrect deciston. 

There ave conflicts between two attractive alternatives, but 
these are easily resolvei. It is the abnormal behavtor which requires 


attention, for this fs am impasse to motivation, 





A good leader showid always delegate some responsibility; there 
is no better motivator. If eubardinates feel the leader has faith anid 


confidence in them, they will give their best to prove him right, 
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39 
The leader does not surrender final responsibility, for he must 
retain contrel through supervision. The adopted theory in the Navy is 
that the leader should continue to check on his subordinates. It is 
known that close supervision tends to be associated with lower productivity 
and general supervision with higher productivity. 


cuany 1x ” 


Low-production Section Heads are More Closely Supervised 
Than Are High-production Heads 


Number of first-line supervisors 


Under close supervision Under genezal supervision 


HIGH sections lL FOSS P HEAT ses ee RF EsIe 9 
LOW sections 8 KKKOGIOCOINMAMHMMNMKMMICODOIN 4 | 
HIGH divisions 6 THRE G pS ? FECES PS HTEC TS = 11 
LOW divisions 5 





4£ the leader knows his men, he is ia a better position to judge 


the amount of supervision required. Some men will wequire none and will 
be able to take on more responsibility, while others might require a 
reduction in their load. The leader must remember that delegation of 
responsibility and minimum supervision are essential for motivation; 
however, good judgment is essential. 





7 
Rensis Likert “Motivation: The Core of Management", Readings 
in Manazenest, ed. Harold Koontz avd Cyril O'Donnell (New York: McGraw- 
Hill, Inmc., 1959) op. cit. p. 259. 
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This chapter dcee not concern any particular facet or characteristic 
of the group. No attempt will be made to set forth any tenets to group 
leadership. Rather the emphasis is placed on the dynamics of the group, 
those forces, physical, woral or psychological which tend to act within 
the group and to affect its behavior. 

There are many meanings of the word "group". Albion Small's 
definition is perhaps pertinent: 

The term "group" serves as a convenient sociological 
designation for any number of people, larger or 
smaller, between whom such relations sare discovered 
that they aust be thought of together ... A number 


of persons whose relations to each other are suf- 
ficiently impressive to demand attention. * 


The central plan of shipboard orgenization is departments and 
divisions, or groups. Thus the leader should focus attention on these 
areas. There are as many types of groups as there are definitions; external, 
internal, formal, and informal. In the context used in this paper, "group" 
refers to a number of persons considered together, engaged in interaction 
in a single face-to-face assemblage, or a series of such assemblages. A 
number of people gathered together, though interacting, does not always 
constitute a group. For example, a gathering of boys for footbell tryouts 
is not a group, they are merely 2 “bunch”. When this “bunch” organizes, 
has a sense of purpose, ideals end goals, then they become a group. These 


commonalities are essential if individuals are to measure each other. 










Iuichsel S. Olmstead, The (New York: Random House, Inc., 


1959) pp. 20-2, quoting Albion W. Small, (Chicago: 
University of Ghieage Press, 1905) op. cit. p. 495. 
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The leader aust have the ability to recognize and understand some 
of the dynamic forces that come into play in the group. He must know what 
motivates the group, how they coomunicate, the animosities existing among 
the individuals, their interpersonal relations and the group's reaction 
to other stimuli. 


Types of Groups 

Many times in the Navy we hear someone say, “It is a good group". 
Good groups are characterized by high morale, loyalty, esprit-de-corps, 
a sense of belonging, commonalities, altruism and self-sacrifice, among 
ites members. The "bad" lack these features, have little, if any pride 
in the organization or in themselves, are generally anti-leader and prone 
to restrict output. 

Groupe may also be cooperative or competitive in nature. The 
cooperative group is characterized by internal cohesion and its members 
tend to focus on the group goal rather than on individual ggals. In 
contrast, the competitive group is characterized by the attitude of every 
man for himself; a dog-eat-dog atmoephere. There is little or no cohesion. 
This group has the characteristic of what psychologists call low polarization. 
In a study dealing with groups, cooperative and competitive in nature, some 
interesting results evolved. It should be noted what within the cooperative 
groups, individuals were rewarded in terms of success of the group as a 
whole, while in the competitive groups, members were rewarded for their 
individual contributions. The study revealed that: 
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o«. the interdependent relationship in which 
cooperation is rewarded seems to lead to strong 
motivation to complete the common task and to 
the development of considerable friendliness among 
the members_.... Finally, thie type of relationship 
fcooperative/ is characterized by a highly com- 
munication process which tends to promote maximal 
publication of ideas and great mutual influence ... 
There was no clear difference between the two types 
of groups in terme of the amount of individual 
learning which occurred ..., but with respect to 
group productivity the cooperative groups were 
clearly superior. 

From the evidence research renders, it seems paramount for the 
leader to orient the group toward one goal, rather than several goals. 
The group goal should take precedence over individual goals; high 
polarization is needed for high productivity. In the foregoing, it 
is not intended to imply that the group goal should take procedure 
over the individual's needs. The converse is true, except in unusual 


circumstances. 


Why. Groupe Exist 

The primary reason for the existence of the group is the 
satisfaction of individual needs. An individual belongs to a group 
and is satisfied with the affiliation as long as he accrues some 
advaatages, either social, physical or psychological. When the dia- 
advantages outweigh the advantages, such an individual leaves the group. 


To illustrate is the case in the Navy when a man goes AWOL. eX. 
pees 
_ 


et an House, Inc. 


— voimgmees 





* Michael S. Olmstead, The Small Group (New 
1959) p. 91 quoting Harold Kelley and John (Thibau 
of Group Problem Solving and Process", Hand: 
Vol. Ii, Pp. 750. 
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People are generally gregarious in nature, with a strong desire 
to be liked, congenial, and to have social status among fellow men. 
However, groups would not exist if these were the only benefits. Group 
membership must provide for two of man's most prevalent needs, ego and 
prestige. Men's ego is important; if he can establish an office for 
himeelf which has prestige, status and influence, he satisfies that ego. 
A growp can provide the environment necessary to fulfill these needs. 

Groups also satisfy financial, recreational, recognition, and 


loyalty needs and are a means of accomplishing that which man could 


not do alone. 





Leaders often regard the group as a horde of individuals 
incapable of having constructive thoughts; hence the group is never 
coneulted or asked to participate in the decision making process. Some 

or leaders fear reliance on the group is admission of weakness. Again 


Olast i write Jor this suceciactly -- 


That in many simple tasks ... groups are 
superior to individuals. Groups give mre 
correct solutions, they have better learning 
and better recall ... they make fewer errors 
and they detect them more quickly. 


Leaders must convince subordinates that a free exchange of 
ideas, suggestions, and constructive criticiem ere welcomed, with no 
fear of reprisale. Sincerity is paramount. In the Navy, there are 


many situations where the leader may employ the sreup decision making 


gi Le 
process. we 
3 Michael Olmstead, The Small Group (New York: om House, Inc., 


1959) p. 86, quoting Harold Kelley and John(Tibaut. “Exp al Studies 
of Group problem solving and Process", Handbook of § holagy 
Vol. Il, De 733. 
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3 Michael Olmstead, The Seal] Group (New York: Random douse, Inc., 
1959) p. 86, quoting Harold Kelley and — Pasbent yet Studies 
of Grows preblem sciving and Process", Handbook of Soct eh 3 

Veil. IX, p. 738, 
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To avoid pitfalls, leaders should limit group discussions to a 


few meaningful topics until the technique is assimilated. These group 


discussions are not for the purpose of setting policy, but to assist the 


leader in gathering facts for decisions. 


Some tenets of group decision making are: 


(6) 


Increase motivation 

Inuprove commnication 

Provide unification 

Improve human relations 

Relps train the individual 

May strengthen the individual in regards to 
sense of obligation to duty. 


If the work group is expected to orient its behavior toward the 


successful accomplishment of the organization's goals, it mst be allowed 


to participate in the setting of the pattern. 


Some Group Problems 
There {s nothing simple about human behavior. When men join 


together in groups, new complexities are introduced. A structuring of inter-~ 


action between people results; new dimensions of interaction and tension 


ere created. Some of the most common group problems are: 


(1) Conflict or fight ... Fight here means disagreement, 
argumentation, the nasty crack, the tense atmosphere, 
conflict. Some waya in which fight can be expressed are: 


(a) 
(b) 


(c) 
(d) 
(e) 
(£) 


(g) 


Members are impatient with one another.. 

ideas are attacked before they are com letely 
expressed. 

Members take sides and refuse to compromise. 
Members disagree on plans or suggestions. 
Comaents and suggestions are made with a great 
@eal of vehemence. 

Members attack one another on a personal level 
in subtle ways. 

Members insist that the group doesn't have the 
know-how or experience to get anywhere. 
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(h) Members feel the group can't get ahead 
because it is too large or too smali. 

(i) Members disagree with the leader's suggestions. 

(j) Members accuse one another of not understanding 
the real point. 

(k) Members hear distorted fragments of other 
members‘ contributions. 


(2) Apathy and nonparticipation ~~ An apathetic membership 
is a frequent ailment of groupe. Groups may suffer in 
different degrees from this disease. Im some cases 
menbers show complete indifference to the group task, 


and give evidences of marked boredom. in others Eb a 
apathy may take the form of a lack of genvineenthus 
for the job, a failure to mobilize much energy, lack of 


persistence, satisfaction with poor work. 





(3) Inadequate decision making -~- Getting satisfactory 
decisions made is often a major struggle in the group ... 
If the group swings between making teo rapid decisions 
and having difficulty in deciding anything, 1f the 
group almost makes the decision but at the last minute 
retreats, if the group members call for definition and 
redefinition of minute points, if the discussion wanders 
into abstractions, then there has been premature calling 
for a decision, or the decision is too difficult, or the 
group is low in cohesiveness end lacks faith in iteelf. 


There are cther inherent group problems of which the leader should 
be aware. Individuals rarely belong to a single group, they belong to 
ceveral. To each group the individual brings a carryover of influences 
which may lead to a synthesie of values and judgments. This cverlappinag 
of groups may result in a unique reaction end various consequences for 
the individual. Watson ami Lippitt observed four different ways in which 
foreign students cope with the problem of overlapping membership, which 
may provide the leader with a fundamental insight iato what may be expected: 

(1) Some students solved the problen by "living in the 
present™ at all times. When they were in the American 
culture all their energy and attention was directed 
to being an acceptable meuber of thie group ... Whea 


they returned ... they used the same type of solution, 
quickly shifting ... to £1t back .... 





. Leland P. Bradford, “ro Stock a prow meee, “Row to 
Diagnose Group Problems", Group Deyelopment: Selecte} Reading Series, 
(Washington, D.C.: National Training Laboratories, 1961) ~. 37, 40, GA. 
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(2) Other individuals chose to keep their other 
membership the dominant one while in this 
country ... 


(3) Others reacted in a sharply contresting way pe 
by identifying wholeheartedly with tl the present 
group and by rejecting (ther standards of the 
other group as incorr or infericr at the 
points of conflict .... 


(4) Some few individuals seemed to achieve a mre 
difficult but also more creative solution. 


They attempted to regarg membership in both 
groups as desirable ... 


Another group problem of mutual concern to leacers and subordinates 
is commonly called the norms, or code, of the group. The codes most effective 
weapon is internal pressure, though physical violence is sometimes used to 
force members to fall into line with objectionable ideals. The subordinates 
or workers code provides that 


(1) You should not turn out too mich work. If you 
do you are a “rate buster". 


(2) You should not turn out too little work. "If 
you do you are a chiseler". 


(3) You should not tell a supervisor that which 
reacts to the detriment of an associate. "If 
you do, you are a squealer.” 


(4) You should not attempt to maintain social 
distance or act officious. If you are an 
inspector, for example, you should not act 
like one.® 





Dorwin P. Cartwright and Ronald Lippitt "Group Dynamics And The 
Individual”, Gr Deve t; Selected Readincs Scries, (Washington, 
D. C.: National Training Laboratories, 1961) pp. 21-22. 


6 George C. Homans, The Human Group (New York: Harcourt, Brace and 
Co. 1950) p. 79. 
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d in the Grou 

A group is comprised of individuals who never cease to act like 
individuals merely because they belong to a group. In the group, individuals 
interact and influence each other, they tend to form cliques which influence 
other cliques 2s well as the group as a whole. 

Individuals usually join a group only if that group offers some 
reward or satisfies a personal need. In the armed forces, for example, the 
draft may force the individual to join a group. Ia such instances he may 
not be satisfying any need, and though he may perform, it is not necessarily 
performing satisfactorily with the team. The individual may be marking time, 
for psychologically he has decided there is nothing to be gained from 
belonging to the group. Many of the officers and enlisted men leaving the 
Navy today feel this way. This may well be the leader's fault, for every- 
thing he does on the job has some effect on the individual. 

Individuals frequently set their pattern of behavior depending on 
association with people. Similarly, they may act different toward the 
comanding officer or executive officer than with their division officer. 

A sincere concern for the needs of the individual should be the 


prime motivator of a good leader. 
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CHAPTER V 

DISCIPLINE 
Until human nature attains greater perfection, the fullest 
measure of individual freedom of action can be realized 
only within the framework of an expressed discipline. In 
the social situation, this takes the form of laws; in 
industry, it is manifest in standards. Firmmess in secur- 
ing conformity in both instances is wholly consistent with 
our demecratic approach. But the requiremente must be 
fair, the reasons behind them aust be clear, and, insofar 
as possible, they must be arrived at cooperatively. This 


is the road to self-discipline; this is the aim of wise 
leadership. 


Webster defines discipline as "self training”, that is, the leader 
trains himself in the proper execution of those rules and regulations set 
forth by his organization. Once the Navy leader has disciplined himself to 
the rules and regulations and the traditions which have become the Navy's 
unwritten code, then he can expect from his men the type of discipline spoken 
of by Admiral Arleigh Burke: 

A well disciplined organization is one whose members 
work with enthusiasm, willingness, and zest as 
individuals and as a group to fulfill the nissiog 
of the organization with expectation of success. 

The main purpose of self discipline is to encourage people to take 
action when the supervisor is not on the scene. Everyone does his job, and 
no work is left for the other fellow. Everyone can depend on everyone else to 
perform and they know that in combat, a well disciplined teammate will hold 
up under pressure. 


The discipline of which we are speaking is not synonymous with the 


common known definition of the word which usually connotes strict and unusual 





1 






Paul Pigors and Charles A. Myers. Personnel Administration (New 
York: McGraw - Hill Book Company, Inc. 1951) p. 231. 
2 RADM Arleigh Burke, USN, Digcipline in The U.S. Navy, NAVPERS 


91195, (Washington, D.C.: Bureau of Naval Personnel, 1950) p. 1. 
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49 
punishment for infractions of the rules. This is negative discipline. 
Rather, we are speaking of positive discipline which encompasses tralning 
and the belief in the inherent dignity and importance of the individual. 
Positive discipline is the belief that the individual is created in the 
image of his maker, that inherently he desires to do what is right, and 
that he is endowed with creative ability, and with proper training and 
guidance, he will do the right thing with or without specific supervision. 
Training is an important facet of good discipline, since men can learn 
discipline. 

While authority is necessary, and fear of punishment can be 
useful, the ultimate goal is self control. Self control is not a matter 
of choice, for the leader it is a wst. The majority of men coming into 
the Navy today are still in their teens; leaders have an obligation to 4. 

_—_— 
Ges a Teter 
these people, their parents and the country, to train and ‘teach) them 
positive discipline. In this way he ia disciplining them just as surely 
as by punishing them after an infraction, but in a much more productive 
manner. Action such as the following on the part of the leader will 
help achieve positive discipline: 
(1) Maintain a general attitude of approval of the 
Organization. A feeling of distruct on the part 
of the leader is soon transmitted to the men and 
causes a general sense of insecurity. 
(2) Let his men know what is expected of them. This 
ean be done by formal directives and by clear 
verbal instructions. 
(3) Keep his men informed of their mission in any 
specific job. A man works better when he fully 


understands the relationship of what he does and 
how he does it to the whole task of operation. 
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(5) 


(6) 


(7) 


(8) 


(9) 
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Let his men know that their officers are behind 
them as long as they perform their duties to the 
best of their abilities. 


Keep his men informed on the pregress they are 
making. Thie is equally important whether the 
work is good or bad. 


Keep his men informed, within security restrictions, 
of any changes which will affect their future. 


Assure his men by his actions that each will receive 
fair and impartial treatment. 


Improve his own professional ability. Enlisted men 
have been asked what they think makes a good leader. 
They say they like and respect professional competence 
in a leader more than any other gingle attribute. 


Delegate authority, with corresponding responsibility, 


as far dom in the organization as competence exists. 3 


These are not just principles cf positive discipline, rather they 


apply equally as well as tenets of good human relations. 


However, negative discipline ia still a necessity. Leaders must have 


a@ weapon to cope with those individuals who fail to respond to positive 


discipline. Negative discipline should be used only as a final resort since 


harsh punishment may correct one problem, but create a host of new ones or 


other undesirable behaviors within the person puaished. 


Punishment is considered a poor training device and an inadequate 


tool for good discipline. There are many forms of punishment which can be 


administered in the Navy, ranging from a cevtion, or letter of warning, to 


the death penalty. 


All forms of punishment meted out on board ship should 


emanate from the commanding officer's mast. The reason for this is obvious. 





3 


Malcolm Z. Wolfe et. al, Mayal Leadership, 2nd ed. (Annapolis, 


Md., United States Naval Institute, 1959 ) p. 196. 
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Commanding officers and leaders muet understand that there are 
no stock punishments for discipline purnoses. No individual responds 
or reacta to the same stimulus. Some will respond to a verbal reprimand, 
while more severe methods are necessary for others. 

Leaders mist take all possible steps to asaist their subordinates 
in correcting and adjusting to problems before a flagrant violatioa 
results in a court-martial. The leader accomplishes this by utilizing 
the interview to warn caution, and assist the subordinate in taking cor- 
rective measures to repress pordlems and reduce probable punitive action. 

Punitive action often results when leaders fail to be consistent 
or provide security for the individual. %Svbdordinates can not function 
properly in an ambiguous atmosphere. Too often leaders let minor in- 
fractions pass unheeded with a pseudo rationalization that they are being 
lenient and not over critical. it is much better for all concerned if 
these minor infractions are corrected, immediately, for failure to do so 
places the subordinate in a confusing position; then he is unable to 
differentiate between what is permissable and what is not. Too, if one 
person gets by with an infraction, others will follow, end sooner or 
later, punishment aust be meted out against all violators. 

There is a certain paradex here, for it has been pointed up 
that the leader mst look out for his men, he must know them and be 
sufficiently close to them to understand their needs and problems, and 
now we say he must also punish them. However, this is his responsibility, 
but if carried out promptly, fairly and firmly, subordinat2s will respect 


the leader. Suhordinates resent. and distrust a leader who does not live 
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52 
up to his responsibilities. Leaders are cautioned to remember that the 
punishment meted must be accepted within the established social democratic 
confines of the American public. 
The changing times call for a more rational and perhaps more 


idealistic type of discipline - benevolent autocracy. 


In a nut shell, it assumes that most employees, re- 
gardless of their positions in the enterprise, have 
very real needs for security, for a well defined 
structure in which to work, for opportunities to 
make contributions within this structure, for super- 
vision which is permissive and supportive, and for 
an Opportunity to feel that they have some voice 

in their own destinites. They mst have confidence 
that the holder of ultimate power in top management, 
the “father figure" in the enterprize, while powerful 
ami prestigeful, is also personally interested in 
them and in their probleme. It is especially important 
for them to believe that he is prepared to take promt 
remedial action on all valid complaints which are 
brought to his attention. The benevolent autocrat 
structures his subordinate's activities for them; he 
makes the policy decisions which affect them; he 
keeps them in line and enforces discipline ... 

He may encourage participation in the planning of 

a course of action, but much less frequently does 

he do so in its execution ... He encourages parti- 
cipation by his subordinates prior to reaching his 
decision. 





Robert N. McMurry "The Case for Benevolent Autocracy", 
Haryerd Business Review - Jan. - Feb., 1958), p. 88. 
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CHAPTER VI 
CONCLUSIONS 

Statistics show that something is wrong with Navy leadership. 
Perhaps part of this provlem may be traced back to the caliber of enlistees. 
But it omet be asoumed that once accepted, these men become the Navy's 
responsibility and it must seck by proper leadership to mold them into the 
accepted types, regardless cf thelr diverse background. 

As pointed out before, leadership means doing things with people 
as equals, wot treating them as inferiors. A leader's personal philosophy 
toward men around hin help deteraine his success. Hie attitude is more 
Significant thaa his cechnique. 

Leaders need to reexanine the possibilities of participation by 
subordinates in the three aspects of any job planning, executing, and 
evaluating. Participation seeps people informed, provides a sense of 
belonging and the incentive to execute decistons. 

Underneath all leadership lies the bedrock nature 
ef man. We cennot understand the factors of leader- 
ship without understanding adult human behavior ... 

Human relations is not simmly a set of principles or rules which 
we can study and become good leaders. It is a demecratic philosophy, en 
ideology which recognises that individuals account for something - at least 
as hwasn beings. To recognize thie pays off; failure to do so invites 


disaster. 





’ Calvin C. Thomason and Frank C. Clement op. cit., p. 2. 
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A controlling factor in the character of human relations is the 
communication system. Bernard believes 
(a) Channels of communication should be definitely known. 


(e) Objective authority requires a definite formal channel 
of communication to every member of an organization. 


(c) The line of comunication mst be direct or short as 
possible. 


(d) The complete line of commnication should usually be 
used. 


(e) The competence of the persons serving as communication 
centers, that is, officers, supervisory heads, must be 
adequate. 


(f) The line of communications should not be interrupted 
during the time when the organization is to function. 


(z) Every communication shovld be authenticated. (Persons 


commmicating must be poe to occupy the "position of 
authority" concerned). 


As has been pointed out, good human relations require commmnication 
to and from the leader. This medium provides a means for directing work, 
administering reward and punishment, knowing subordinates, diagnosing mis- 
conception, tension and problems, end gives the leader an indication of 
his own performance. 

Communication has another important purpose, that of making a 
man feel he is important; thie may be engendered by giving new important 
tasks to perform. Also, it is vital that such tasks, when properly 
performed, be properly recognized. 

The group is important for here is where the work is accomplished. 


The leader must acquire the cooperation of the group; if not, it will 





2 
Barnard, op. sit. pp. 175-1390. 
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55 
oppose nis demanis, aad work counter to the purpose set. The restriction 
of output is a known characteristic of the group, but it is less effective 
or prevalent whea the leader focuses on husan relations vice production. 
Many leaders associate growp attitudes with subversive attitudes, | 
but the two are not symonymous. Research indicates that where the leader 
assists the group in fulfilling its needs, and when he practices humen 


telations, the group seta and accomplishes gosis fer beyond the exmecta- 
tiens of the leadera. 


This attitude reflects a well disciplined group, trained to 
work and fight courageously. Geed conduct, smart eppearance and pride 
in their Navy also reflect group discipline. Another word closely 
associated with discipline is punishment; the two ere mot the same. 
Punishment results whea discipline fatls. 


Good human relations cannot be either window dressing 
or deliberate manipulation aad it had better not be 
just sweetness-and-light. There la ne reason why it 
should not have som spine and firmess. Sonetimes 
people are more insecure if you pet them than if you 
always let them know where they etand and why, which 
obviously means semetimas punishing them; they wili 
take it and like it Lif they deserve it...I hava no 
protest against the practice of human relations... 
treating the “ether fellow’ as a human being with 
noeds ani wants of his own. There is no possibie 
argument there, If your approach is based on taking 
action and feelings of others as being a part of 
reality ... and trying to understand the aetrength 
and weaknesses of others (and yourself} juat because 
ali people are human beings; ard therefore you are 
interested in them, then your toughness will be 
respected if it is called for and your kindness will 
be accepted as being sincere. 











3 Edward C. Burek, Human Reletion at (New York: Harper 


| aad Brothers, 1958}, p. vill. 
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The lack of human relations is crucial in the administration 
of the Navy. To run this complex organization, and to get the job done, 
leaders should rely on mre than their badge of authority. 
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